Chapter 8 Learning and Decision Making
Learning: relatively permanent changes in an employee’s knowledge or skills that result from experience
Decision making: the process of generating and choosing from a set of alternatives to solve a problem
Expertise: knowledge and skills that distinguish experts from novice and less experienced people
Two types of Knowledge
Explicit knowledge
· Easily communicated and available to everyone
· Facts. Books, Google, library.
Tacit knowledge
· Knowledge that is learned through experience
· Difficult to describe, knowledge in practice and action. EX: riding a bike, job shadowing
Characteristics of Explicit and Tacit Knowledge Table 8-1
Methods of Learning
· We learn through reinforcement, observation, and experience.
· Operant conditioning – we learn by observing the link between our voluntary behaviour and the consequences that follow it. EX: Giving a bonus to people doing a good job.
· Two contingencies used to increase desired behaviours
· Positive reinforcements- when a positive outcome follows a desired behaviour
· Most common type
· Increase pay, promotion, praise
· Negative reinforcements – when an unwanted outcome is removed following a desired behaviour.
· Perform a task to so that you will NOT be reminded (EX: wear hard hat to stop reminders or penalties, cleaning your room so mom stops nagging, balance the cash so you won’t have to work unpaid overtime)
· Two contingencies to DECREASE undesired behaviours
· Punishment – an unwanted outcome follows an unwanted behaviour
· Suspension, OT
· Extinction – when there is the removal of a consequence following an unwanted behaviour, removing a positive thing when an unwanted behaviour is done
· Stop laughing at off-colour jokes
· Stop giving the baby or pet what they want so slowly over time the behaviour stops of crying, barking, etc.
· For someone who keeps showing up late, stop making coffee later on when they show up so they miss coffee.
Schedules of Reinforcements
· Continuous reinforcement
· EX: boss keeps giving you praise every time you do something good; could get annoying
· Used when people are learning something for the first time, people need more feedback
· Fixed interval schedule: on fixed time periods
· Paychecks
· Variable interval schedules
· Reginal boss comes by every now and then
· Fixed ratio schedules: fixed number of per unit
· Commission
· Variable ratio schedules
· Real estate gets a percentage of what you sell
Learning Through Observation
Social Learning Theory
· People in organizations learn through the observation of others
Behavioural modelling
· Employees observe the actions of others, learn from what they observe, and the repeat the observed behaviour. Look at 8-3: Attentional process, Retention, Production, Reinforcement
Goal Orientation
· Learning orientation – building competence is deemed more important than demonstrating competence
· Enjoy working on new kinds of tasks
· View failure in positive terms
· Performance-prove orientation -  focus on demonstrating their competence
· Want others to think favourably of them
· Performance-avoid orientation – also focus on demonstrating competence
· So that others will not think poorly of them, concerned about avoiding failure.
Methods of Decision Making
Programmed decisions
· Automatic; recognizable; dealt with before
· With experts, may come across as a “gut feeling” or intuition
· Intuition – an emotional decision based on quick, unconscious gut feeling
· Only problem is sometimes we are too confident and trust intuition even though we should think about it more cause sometimes we are just doing something in habit
· Most important in a crisis
· During the shooting last year, officers responded quickly
· House of Commons sergeant at arms Kevin Vickers is a 29 year veteran of the RCMP. He was credited with helping to stop the attacker on Parliament hill
Non-programmed decisions
· Situations which are new, complex, and not recognized
· More common at senior levels of the organization
· How to proceed with non-programmed decisions?
· Rational decision- making model: Programed vs Non programmed decisions
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Decision – making PROBLEMS
1.) Limited Information
a. Bounded rationality – decision makers do not have the ability or resources to process all available information and alternatives to make an optimal decision
b. Satisficing – results when decision makers select the first acceptable alternative considered, limited patterns and scope
c. Also tend to come up with alternatives that we are familiar with
Decision makers must rely on PERCEPTIONS
Perception is the process of selecting, organizing, and retrieving information about the environment
2.) Faulty Perceptions
a. Selective perception – see the environment only as it affects them and as it is consistent with their expectations
i. “You only see what you want to see”
b. Projection bias – belief that others think, feel, and act the same way that they do
i. Project our own thoughts, attitudes onto others
c. Social Identify theory – people identify themselves by the groups to which they belong
i. Judge others by their group membership; ethnicity
d. Stereotype occurs when people make assumptions about others on the basis of their membership in a social group
i. All politicians are dishonest; all farmers work hard
To reduce uncertainty, we often use heuristics – simple, efficient, rules of thump
· The availability bias- the tendency for people to base their judgements on information that is easier to recall
· Afraid of flying? Focus on all the negative news that is refuted by statistics
· Decision making bias 8-4
3.) Faulty Attributions
a. Attribution – the way that we explain or attribute people’s behaviour to internal or external cause
i. Fundamental attribution error - people have a tendency to judge others behaviours as due to internal factors. We judge others harsher than ourselves, BUT
ii. Self serving bias -  we attribute our own failures to external factors and our own success to internal factors
Attribution Process
Consistency: does this person always do this when performing this task?
Consensus: did others act the same way under similar situations?
Distinctiveness: does the person tend to act differently in other circumstances?
An Internal attribution will occur if there is low consensus, low distinctiveness, and high consistency
An external attribution will occur if there is high consensus, high distinctiveness, and low consistency
EX:
Angela did not complete her work assignment:
· Angela frequently does not complete her work, her co-worker usually do, and her previous supervisor reports, that she had issues when working for him
Mike did not complete his work assignment
· Mike frequently does not complete his work, his co-workers are often incomplete, but he did not have any problems in his previous role
· High consistency(internal), consensus(external), distinctiveness(internal), attribution could be something wrong with the role
Samantha did not complete her work assignment
· Samantha is seldom incomplete with her work, neither are her co-workers, and she was equally reliable in her previous job
· Low external consistency, high external consensus, low external distinctiveness, external temporary attribution
4.) Escalation of commitment – the decision to continue to follow a failing course of action
a. A tendency to escalate their commitment to previous decisions, even in the face of obvious failures
b. Sunk Cost: we already spent 100 mind as well keep going, even though the better thing to do would have been just to stop.
c. [bookmark: _GoBack]Happens even more when you have a cohesive group because people follow the leader and social pressure. 
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